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ear after year the number iim ered around 31) percent, 
and that just seemed loa \Ve knen that if the number was 
too high. the companynould be losing its nimbleness But 
only 50 percent? IVe h e n  n e  could do better than that. 

We tried everything n e  could think of to bring this 
number up. Sothing worked. \{'as this a physical law 
of organizational behavior, akin to the speed of light, 
IX hich uould never be bettered? \Ye \yere not yet ready 
to throv in the towel. We had to get out of the box. 
\i'av out. 

MASSAGING THE PROBLEM 

I stood LIP in front of the meeting one morning. "Ok ... 
litre's the deal. If this company can exceed 75 percent 
on the board and hold it for two \veeks, \vc will bring 
in t\vo masseuses on Friday. IT'e will set them up in a 
conference room, and everyone in the company will get 
a massagc. Thereafter. el-ery two Iveeks that n.e are above 

3 percent. we will do the same thing." ,Iluch discussion 
follo\~ed-mostly the "are-you-serious?" kind. 

It took 24 hours. The next day the company went 
from 50 to 77 percent. Folks were on the edge of their 
chairs as we worked the board each daj-. and at the 
end of the two weeks the metric \vas solidly abovr 
,> percent. \{'e looked for sandbagging. but it \vasn.t 
there. The quality of the actions had not changed. The 
company \vas keeping its agreements. 

Good to our \vord, \ve set up the tn-o masseuses. 
and everyone had a 10-minute slot. 

Was it disruptive to our schedule? To some extent. 
\Vas it expensive? Yes ... both the cost of the masseuses, 
and the lost time added up. Il.'as it Ivorth it? .4bsolutely. 
The value in increased efficiency more than paid 
the bill. I t  also provided a morale boost by providing 
an honoring benefit: "YOLI arc xvorking hard. here's 
your r e\va rd . '' 

-- 

-- 

1 hc massages continued IX ith the company making 
the mark about three of four times. After the first 
\ear the ne\vness nore off, and the motivational effect 
lessened. After a year and a half it was time for a change. 
and the massages ended. Rut the 75 percent agreement 
result was there to stay. A cultural shift had happened- 
and a new habit was created-that lasted for years. 

THE PRACTICE EVOLVES 

O w r  the years the morning meeting has become a 
primary generator of company culture. Through it ne\v 
traditions have been born. Iegendar!- discussions have 
been held and critical values debated. As n-ith many 
\vorthy things. over the years it too has changed. In its 
c ~ ~ r r c n t  form in a 110-person Starsys, it is a twice-a-week 
meeting. \{'e no longer track the actions; that became 
impractical at  about -5 people. In its place. once a 
n w k ,  each company department makes a 10-minute 
presentation on any topic they choose. To keep these 
n-orthnhile. a show-of-hands vote is taken immediately 
afterlvards: was that a great use of time, a good use 
of time, or a poor use of time? The highest scoring 
department every quarter gets to take their department 
out to dinner. 

The one thing that has not changed through the 
years is the practice of "help sessions." These were 
suggested by an employee almcst 12 years ago. At 
the end of the morning meeting. team members can 
request the help of anyone else there and can meet xvith 
them for a couple of minutes. M'itli everyone in one 
place at  one time. it is a great ivay to make unscheduled 
links that help keep a team communicating. For those 
five minutes. the room is filled nith small standing ad- 
hoc meetings that kick off the day. 

The question that is constantly raised, both from 
within the company and from outside. is: "Is it worth 
it?" You can do some simple math and scare yourself 
Lvith the cost of those meetings. But at  the end of the 
day, it's like the ad says, "The value of getting everybody 
together in one room at onc time, twice a n.eek. 
to collaborate on how to better accomplish our 
goals-priceless!" 0 
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